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I. INTRODUCTION 
Although America's ~irst public school was opened 
in Boston over three hundred years ago, the science of public 
school administration had scarcely been born fifty years ago. 
Included in the science of public school administration is 
the ·organization and management of the school budget, a 
forecast of expected revenues and expenditures of a school 
system during a stated period of time, generally the school 
year September to June or the calendar year January to 
December. The school budget is a management tool which 
brings order to the entire financial procedure. 
School budgeting is still in the evolutionary 
phase of development. Even though this instrument seeks to 
aid in the attainment of perfection in operation, the search 
for such perfection stili continues. The development of 
budgeting had its origin in business and industry, from 
whence it spread to state, national and local governments. 
New York City was one of the first municipalities to include 
a budget in its administrative plan in 1903. The refor.m 
movement spread to the state level in the second decade of 
the twentieth century. Not until 1921 was a centralized 
budget put into practice at the ~ederal level. Twente•s 
study in 1922* showed that budgetary practices in public 
school systems were relatively undeveloped and that often 
school budgets were not even separated from city budgets. 
The need for research in the field was obvious at this time. 
The rirst articles in the rield or public school 
budgeting usually stressed the need ror additional revenues. 
More efricient ways of spending went unexplored until the 
depressione of 1921 and 1929 brought a decrease in revenues 
and an increase in the need for wisdom and erticiency in 
the expenditure ot reduced revenues. Once again today we 
hear the cry raised for increased revenues to support the 
public school program. With contributors such as the 
Association of School Business Officials. there are 
appearing on today' s scene rapidly expanding sources or 
literature on the subject of school budgets. Colleges 
throughout the country have added courses in public school 
administration • 
. Much ot the research in the field of school 
budgeting has been or the survey type. In his study* Twente 
surveyed the school budgetary laws of 48 states and 
investigated the budgetary practices or 363 school systems. 
DeYoung{~ made use of the questionnaire method to investigate 
821 separate school systems. He showed and criticized the 
status quo and developed a chec~ list to help school 
officials prepare. present and administer their budgets. 
On the basis of his survey and other available research. 
DeYoung prepared a general text on the subject of school 
budgeting***. This work has been the most comprehensive 
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single contribution on the subject. Moehlman* set forth 
the theory of budgeging as an approach to the scientific 
management of school revenues and expenditures. The 
Engelhardt&** outlined various steps in preparation. 
presentation, approval and administration of the school 
budget. 
Several Doctors• theses have been written on 
various aspects of the subject. Peterson*** analyzed 
the laws of 48 states on school budget hearings and 
studies the practical operation of these lawa. Grose**** 
examined budgets of 382 school systems and prepared a 
list of 53 principles covering all phases of budget making. 
Practically all research has been in the field 
of city-school budgeting to the exclusion of rural schools. 
This is understandable since the city schools led their 
rural counterparts in the introduction of budgeting into 
the management phase of school operation. Many state 
departments of education are filling the void by lending 
assistance to the smaller school systems. All studies on 
budgeting can be brought up-to-date. Continuous research 
will point the way to more efficient business practice and 
the saving of taxpayers• money in the operation of school 
systems. This will lead in turn to an improvement in the 
quality and quantity of education and give the public 
greater confidence in the management of its schools. 
*6• 
**4· 
***9· 
****8• 
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~ I 
T.he school budget serves a number of purposes, 
among which are these: 
1. It projects for a year the educational program 
accepted by the board and the community. 
~--2. It shows what revenues are anticipated and 
their sources. 
3. It shows what expenditures are anticipated 
and their classifications. 
4• It determines the amount to be raised by 
taxation to support schools. 
5. It aids the administration in operating the 
schools according to an accepted plan. 
The problem of financing public school education 
has been made more critical by increases in the size of the 
educational programs offered, the rise in the cost of living 
and a relative decrease in revenues made available tram 
government sources. 
EXamination of the following table reveals the 
increasing magnitude of school expenditures from 1910 to 
1950. .The organization and management of school budgets 
has indeed become "big business." Improvement in 
organization and management of school budgets has, of 
necessity, become a continuous process. 
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Year 
1910 
1920 
1930 
1940 
1950 
Expenditures for 
Public Elementary 
and Secorxiary 
Schools 
$426,250,4)4 
l.,036,151,2o4 
2,316,790,384 
2,308,098,336 
4,500,000,000* 
TABLE I. 
TREND OF SCHOOL EXPENDITURES 1910-1950 
United States 
Population 
92,267,080 
106,543,031 
123,091,000 
131,669,275 
150,697,361 
Enrollments in 
Public Elementary 
am Secondary 
Schools 
17,813,852 
21,578,316 
25,678,015 
25,433.542 
26,259, 000** 
School Expenditures 
Per Capita 
Population 
4.62 
9.73 
18.82 
17.53 
29.86 
Per Pupil 
Enrolled 
23.93 
47.97 
90,22 
90.07 
171.37 
% School 
Expenditures 
were of 
Natl Income 
1.5 
1.4 
3.2 
2.8 
2.0 
---------------------------------------------------------------------------------------------------
* Estimated 
**School Life XXIV, No. 2 (November 1951) p. 31 
Source: Except as noted, data for this table are from U. s. Office of Education, Biennial Surveys of Education. 
Table from Wahlquist, John T. and others: The Admini stration of Public Education, New York, Ronald Press, 1952, p. 360, 
TableXIT. 
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II. ORGANIZATION OF THE BUDGET 
A. Responsibilities 
The school budget is the financial plan of the 
school governing body setting forth the estimates of income 
to be received and expenditures to be made during the course 
of the fiscal year. These "est~ates" should be based on 
facts and should not be mere guesses. 
In a school system the budget is an important 
fiscal document, in fact by far the most important. Its 
great significance comes from its being both the keystone 
of the entire accounting structure and the financial guide 
to school administration. Properly presented, it is also 
an excellent medium in public relations. No other business 
function approaches budget preparation and budget control in 
its influence for good or evil upon the entire program of 
education•* 
Successful modern administrators, in both private 
i'ndus:try and government, regard the budget as a fundamental 
tool of management planning and control. The budget is 
looked upon as a work program, with emphasis upon the 
activities to be performed and upon their purposes and 
results.** 
No one person or group can take credit for the 
organization or management of the school budget. It is the 
result of a cooperative effort. Every one concerned with 
school operation - public, board and employees - should have 
*12, p. 110. 
**13, p. 932. 
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a voice in its organization and management. The superintendent, 
as chief" executive officer of the school board, should 
coordinate all budget activities. He should summarize needs 
in the order of their importance as he sees them, present the 
system's educational needs to the board and exercise command 
over the budget in its preparation and administration. It is 
also his duty to interpret the budget to the board and to the 
public prior to its adoption. In the larger school systems, 
he must, of necessity, delegate many of these responsibilities. 
At; .the supervisory level, the appointed personnel 
should act in staff capacities to interpret the needs of their 
special fields to the superintendent. They should review and 
discuss requests made by educational and administrative 
activities under their direction. They should have a detailed 
knowledge of the particular budget items under their control 
and should interpret the superintendent's bu~get plan to 
academic and non-academic personnel. 
From the level of principals and teachers come the 
true indications of the educational needs of" the schools. 
The principal summarizes the requests of teachers under his 
control and estimates the cost or such requests. He then 
reviews these requests in the light or current economic 
conditions berore submitting them to higher headquarters. 
The principal may discuss equipment and construction needs 
with parents and teachers. When the rinal budget is adopted, 
principals and teachers are guided by it in operating their 
schools and classrooms. 
The school board, representing the electorate, 
generally delegates to the superintendent and his sta.t.t the 
responsibility .tor preparation and administration or the 
budget. They receive and act upon the budget so prepared, 
recommending changes where necessary. The board holds budget 
hearings .tor public participation and assists in publicising 
the budget before .formally adopting it. The board establishes 
budget policy .tor the entire school system. 
Budget preparation may be decentralized so that 
school 'budgets are assembled with starr and headquarters 
budgets to form the whole, or centralized so that budgets 
are prepared from headquarters records without recourse to 
lower level or school administrators. A combination of both 
methods with the necessary conferences to settle differences 
would seem to be a better procedure. 
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Budget administration may be effected by several 
types of organization. Under the dual type financial affairs 
are placed not under the superintendent, but under the business 
mane,ger. Here 1 it is felt that the superintendent cannot 
possibly per.tor.m all his assigned duties, hence one very 
important duty is removed from his control. The other type 
of organization recognizes the superintendent for what he is, 
the chief executive of the school system. Under this plan. 
he exercises control over all administration, including 
financial affairs. Certainly, the advantages of this type of 
organization have been amply demonstr,ted in business and 
government. 
Centralizing such -control increases efficiency, coordinates 
effort and permits the accomplishment of educational programs 
by placing their financial support under the educational 
executive formulating the plans. 
The budget serves many practical purposes in school 
administration, some of which are:* 
1. It is a servant of education. 
2. It gives an overview. 
3. It aids in analysis. 
4. It develops cooperation within the school. 
5. It stimulates confidence among the taxpayers. 
6. It estimates the receipts. 
7. It determines the tax levy. 
8. It authorizes expenditures. 
9. It aids in administering the school economically. 
10. It improves accounting procedures. 
11. It aids in extra-curricular activities. 
12. It projects the school into the future. 
The budget also has limitations, such as:** 
1. 
2. 
3. 
4· 
5. 
*3, PP• 9-13. 
**4, p. 553. 
It 
It 
It 
It 
It 
to 
is not a watchdog of the treasury. 
cannot be substituted for good administration. 
will be as good as the executive who makes it. 
improves as administration improves. 
should not be discarded because of failure 
use it advantageously. 
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6. Responsibility should not be placed in the 
budget. 
7. It should not be followed blindly. 
8. Judgment should be used. Remember the budget 
is based on estimate. 
9. It should not be allowed to run the school and 
kill initiative. 
The well prepared and administered budget seeks to 
point the way to spend efficiently and effectively an amount 
which the people are willing and able to pay for the 
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operation of their schools. The educational program must be 
given the foremost position in budget realization. Management 
must continually seek economy in the expenditure of public 
funds, but must never surrender to "false economy" with its 
resulting "cheap education." Quality in education, as in any 
other line, must be fully paid for. 
B. The Educational Plan 
The foundation of school budget building is the 
educational plan or program. If the budget f~1ls to provide 
sufficient funds to carry out the educational program, then 
the budget has been a failure. 
In the budget the educational program performs the 
following functions:* 
1. It makes the budget a professional document. 
2. It functions as a constructive instrument. 
3. It makes for better balance. 
4. It serves as the base of the budget. 
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Many factors must be considered in the establishment 
of the educational program. Before formulation, these 
questions must be answered& 
1. What is to be the entering age of pupils. 
2. What type of echool organization is to be 
supported (elementary, junior high, high, 
junior college, college). 
3. What is to be the pupil load in each 
cl~ssification, the per pupil cost to support. 
4. What subjects shall be offered in the curriculum • 
Shall it be expanded or contracted. 
5. What shall be the class size (to determine the 
number of teachers). 
6. What salary schedule shall be adopted. 
7. What supplies shall be furnished free of charge. 
*3, pp. 28-29. 
8. What is to be the building program, present and 
future. 
9. What shall be the extent of special education 
offered (instruction to phyeically handicapped, 
speech improvement, special classes, etc.) 
10. What is to be the extent of auxiliary services 
offered (adult education program, after school 
connnunity use). 
11. What unit costs and ratios have been developed. 
12. What is the prevailing philosophy of education. 
13. What are the social and economic conditions. 
14. What emphasis -is to be placed on various 
objectives of the program. 
15. Has the program been approved by the school 
board before inclusion in budget estimates. 
16. Has the program been integrated with the needs 
of the community. 
17. Is it in balance. 
When these and other questions have been answered, the 
educational leadership is ready to proceed with budget 
development. 
The superintendent should be prepared to justify 
his educational program before the board and the public. He 
should be prepared to explain to the connnunity in .non-
technical language the impact of the program he is proposing 
for the coming year. This is the budget's biggest selling 
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point. Education at this time is brought to the foreground 
of public attention. A victory in this decisive balitle -
winning public support of his educational program - augers 
well for the future of the superintendent's entire budget. 
It then becomes the duty of the board and the public to 
provide the funds necessary to c•rry the program to fruition. 
It will be necessary, finally, to recognize the 
budget as a plan for expending public funds in furtherance of 
certain predetermined educational policies, not as a means of 
making friends or influencing people.* 
*12, p. 119. 
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c. The Budget Schedule 
Orderly procedure would seem to require that the 
budget year should coincide with the school year. This is 
accomplished where the fiscal year is July to June. In many 
instances, this is not so. Boston's schools, for instance, 
operate on the usual school basis, September to June. The 
financial year, however, is that of other city departments, 
January to December. State aid is granted on the school year 
basis. Lack of coordination in dates makes difficuLt the 
preparation and comparison of reports submitted to state and 
federal agencies. 
Boston's school budget is based on the establishment 
of the city's tax rate, which may take place in June of the 
current fiscal year. Hence, the year is half over before the 
budget is final. 
This inclination toward delay comes largely from 
the traditional attitude of the municipality toward the whole 
budgetary process and directly as the result of the Business 
Manager's holding that it is possible to predict the amounts 
needed for the budget items with increasing accuracy as the 
year passes. It might be suggested that complete accuracy in 
budget-making can be obtained by waiting until the year ends, 
but one ventures the dictum that what is gained in the accuracy 
of estimates is lost in control of expenditures; and, after 
all, the latter is the main object of budgeting.* 
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· Boston is not alone in its dilemma. In Cleveland, 
formal adoption of the budget for the fiscal year (January 1 
to December 31) is required by Ohi~ statute to be no later 
than April 1 of the year for which the budget is adopted. On 
March 16, 1953 the school budget for 1953 was adopted by the 
Cleveland board of education. 
The budget schedule is a never ending process. The 
beginning of one fiscal year finds the school administrative 
staff planning the budget for the following fiscal year. A 
continuing calendar such as the following might be found in 
a system established on a July 1 to June 30 fiscal year basis: 
1. July and August - determination of educational 
policies and plans. 
2. September - formation of various committees to 
aid in preparation of new budget. 
3. October - submission and discussion of committee 
reports. 
4. November - suggestions for new items of purchase 
received and new specifications prepared. 
5. December - discussion of equipment needs. 
6. Janu9~ - discussion of new building needs and 
maintenance of existing facilities. 
1. February - salary hearings and establishment of 
salary schedule. 
B. March-assembly of data and preparation of 
tentative budget. 
9. April - presentation of budget to school board, 
public hearings and discussions. 
10. May - orders placed for summer deliveries. 
11. June - final discussions, adjustments, review 
and formal adoption of budget; submission of 
year end reports. 
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Throughout the entire period, the necessary 
financial reports on budget operation are submitted, beginning 
with monthly financial statements and possibly with weekly 
statements of condition toward the end of the year. These 
reports are of vital importance to administrators and board 
members alike. 
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D. The Budget Form 
In many localities the budget .form is determined by 
state authorities. Blank .forms are provided with the various 
budget headings set .forth. School o.f.ficials are expected to 
.fill out these .forms which, a.fter action by local and state 
authorities, become the school budget document. There are 
di.fficulties under this method. The same .form may not be 
suitable .for both large and small cities. The state authority 
may not keep up-to-date in its presentation. 
No attempt should be made to hide anything in the 
budget. Normally, the budget document will include the 
.following: 
1. Table o.f contents. 
2. Tables, charts and graphs. 
3. Letter of transmittal. 
4· Budget summary. 
5. Budget detail. 
6. Index. 
The table o.f contents sets .forth the main budget 
headings and the location each item within the budget document. 
Tables, charts and graphs serve to lend substance and 
de.finition to the budget document. Visual presentations tell 
stories at a glance. Important statistical knowledge can be 
gained in a glance, obviating the necessity o.f examining the 
monotonous presentation of facts and .figures. 
The letter o.f transmittal is the translation o.f the 
accounting terminology which is to follow. It is written in 
the language of the layman so that it is understood by the 
school board and the roember~ of the public. Such items as 
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the following are properly included in the letter of transmittal: 
1. A brief statement concerning the financial 
condition of the school department as of the 
beginning of the fiscal year and the economic 
outlook for the period of the budget. 
2. A statement of the educational policy of the 
board. 
3. A statement of the educatlonal plan of the 
superintendent. 
4. The capital expenditure program for the 
school system. 
5. Long range plans and their effect on the 
present budget and on future budgets. 
The budget summary contains a presentation of 
estimated revenues available and their sources; a listing of 
proposed expenditures with the increases and decreases in the 
major items this year as against previous years; and 
explanatory material as needed. 
The United States Office of Education, in Circular 
204, Financial Accounting for Public Schools, has done much 
to standardize budget presentation. Many states and localities 
have adopted the nomenclature of accounts presented in this 
document. This eases the comparison of figures between systems 
and the submission of reports to ~ate and federal agencies. 
The budget detail section contains the schedules 
necessary to furnish support to the summary presentation. 
This breakdown becomes the first entry in the accounting 
records for the budget year. 
All budget data should be contained in the one 
document. It should not be necessary to require access to 
other files and accounting records to discover the complete 
budget story. Such a detailed presentation makes it 
possible for the accounting system to provide more accurate 
cost figures. It also provides easier control of 
expenditures and serves to develop budget consciousness at 
the employee level. 
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E. Balancing Revenues and Expenditures 
Good budgeting, like logistics, seeks to furnish 
the pupil the proper services and supplies in the proper 
location at the proper time. The achievement of success 
requires accuracy in estimating income and expenditures. 
Most school systems today find themselves 
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dependent upon other governmental agencies for the revenue 
necessary to produce amlanced budget. This is not a healthy 
condition for education. However, this condition may be 
alleviated somewhat by a school administration which seeks 
out every available source of income and collects its due 
while at the same time practicing true economy in the 
control it exercises over expenditures. 
Planning receipts is not a simple matter. Schools 
have come to rely heavily on taxation of an inflexible base -
real property - as a main source of income. This form of tax 
has become a football of late, with each agency of local 
government adding its share of air so that the football is 
about to explode from within. The constant search is for 
new sources of revenue. Federal and state governments have 
lent some financial aid in an attempt to equalize the 
educational opportunities offered by all communities. 
There is much to be said for stability in school 
revenues. To finance the educational program, short and long 
range, requires an uninterrupted flow of receipts. This 
program cannot be oversold, for there are limits to the ability 
and willingness of communities, states and nations to support 
public education. There is a direct relationship between the 
efficiency of a school system and the amount of revenue 
abailable and the manner in which it is spent. 
There are many pressures causing an increase in 
school expenditures: an increase in enrollment of pupils; 
an increase in the quantity and quality of education offered; 
an increase in the cost of living. with its effect on salaries 
and purchas~ng power; and an increase in competition for labor 
and the tax dollar. Overcoming these pressures has been made 
possible by the generosity of the public. Thus far. the 
public has been able and willing to pay the bill. All parents 
deisre for their children a better education that that which 
was offered them. This is in keeping with progress as 
recognized by the American people. 
Among the factors which influence estimating school 
expenditures are the educational program and the existing 
legal restrictions placed on school expenditures. Both 
factors must be satisfied. Historical or accounting data are 
available for aiding the administrator in setting up his 
estimates. Government and private agencies seek to aid by 
forecasting price trends. Supplies and services required to 
fulfill the educational plan have been previously estimated. 
Much is being done today in the field of performance budgeting 
to develop unit costs to the end that once such costs are 
known program costs may be more readily estimated. 
Balancing the budget may require an increase in 
taxes or a curtailed educational program. Where the 
educational program must be curtailed, such curtailment 
should be accomplished judiciously. Such curtailment may 
have cumulative effects which will be felt for many years 
to come. Horizontal cuts are the easiest to make, but the 
poorest in operational effects. Business functions should 
be curtailed before educational functions. The major 
consideration, as always, must be the effect on the school 
children - effective curtailment is that which does the 
least harm to the smallest number of children. 
The problem of balancing income and expenditures 
should never be solvea by resorting to "false economy." 
When the administrator can couple increased efficiency in 
operation with decreased expenditures to accomplish this 
end; when he gets more for the same expenditure; or when, 
by an increase in expenditure he gains an educational value 
over and above such expenditure, he is practicing real 
economy. The chief consideration should be the effect ot 
such expenditure on the well-being and education of the 
pupils. 
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III. PRESENTATION AND ADOPTION OF THE BUDGET 
A. Interpreting the Budget 
As part of the process of presentation of the school 
budget it must be interprested to all concerned; the school 
board, school department personnel and the general public. To 
neglect this phase may mean the loss of the battle or the 
budget prior to its adoption by the board. The result could 
well be the loss of one year in the continuous program of 
educational advancement - a loss which may take years to 
regain. Each year•s budget is an important link in the long 
term budget chain. 
The budget may be interpreted for the school board 
in various ways. The letter of transmittal and the budget 
summary will indicate changes in conditions which in 
themselves lead to changes in estimated income, appropriations 
or expenditures. It may be necessary to explain govsrnmental 
accounting terminology to new board members. Any variations 
in current accounting over prior methods must be explained. 
Increases or decreases in the various budget items should be 
explained orally or in writing. A table or contents or index 
as well as charts, graphs and other visual presentations are 
aids which fUrther interpret the budget to board members. It 
is safe to say that a proper budget form will answer many 
questions by board members in advance of formal presentation 
and adoption. 
Steps should be taken to advise school department 
personnel of progress being made both in the current and in 
the coming budget. The administration should distribute 
financial reports of budgetary progress to all eschelons. 
Bulletins and articles in school organs could be used in the 
program of educating personnel budget-wise. Discussion 
groups of faculty members, led by principals or members of 
the superintendent's staff could serve as sounding-boards 
for the budget prior to presentation to and adoption by the 
school board. The cooperation of all groups of personnel 
was sought during budget formulation; the same support is 
needed to insure its acceptance. 
Public support must also be won for the budget. 
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Requests for information on budget matters made by or on 
behalf of the public, individually or in groups, must be 
answered honestly and immediately. The normal channels of 
communication - newspapers, telephone, radio and television -
may be used to increase public knowledge. It is recommended 
that representatives of the administrative group interpret 
the budget to interested organizations such as parent-
teacher associations. Public hearings may be held in 
various sections of the town or city as part of a program 
to introduce the school budget to those who will be asked 
to foot the bill. 
A good public relations program will win public 
support of educational needs. A sound program supported by 
dissemination of accurate information is eesentiai. People 
value education above most of the other services offered by 
a municipality. 
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Often no attempt is made to arouse public interest. 
Democratic government demands that the public-at-large 1 who 
are concerned as taxpayers and parents, be informed on vital 
matters such as the school budget. The public should not be 
given ·a mere spoon-feeding of publicity but instead they 
should be treated to a generous helping of facts to enable 
them to properly digest budget matters. An informed populace 
is necessary to insure continued democratic operation of our 
schools. 
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B. Presentation and Adoption 
The budget document presented to the school board 
by the superintendent represents more than a mere compilation 
or figures. It represents months of cooperative effort. It 
represents an honest presentation of the community's 
educational needs for the budget period. If properly 
prepared, and it should always be thus, it represents, to the 
superintendent and his staff, something well worth fighting 
for. However, too often it is presented to the school board 
as a luke warm recommendation. 
The budget may be presented to school board members 
formally at a scheduled conference or meeting, or informally 
to the members between meeting dates. In the latter case, 
formal presentation is accomplished at the next meeting. A 
brief statement of explanation and justification of budget 
requests is made by the superintendent at this time. The 
letter of tr~~smittal may be read. 
The presentation is accompanied by some form of 
publicity which gives notification to all interested parties. 
Sufficient time is allowed by the board for public hearings 
prior to adoption. 
In localities where the school board is not a 
financially independent body, it may be necessary to make 
presentation of the school budget to the other governing 
bodies, such as the city council. Control of the necessary 
funds may we vested in such a body. 
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Preparation and presentation or the school budget 
are properly functions or the executive, the superintendent 
or schools. Adoption or the budget rests with the 
legislative body, the duly elected or appointed school 
board. Included under "adoption" is the power to ms.ke 
changes in the budget which the board deems necessary. 
such changes are made only after weighing the evidence 
presented at hearings against the recommendations made by 
the executive authority. 
After accepting presentation of the budget by the 
superintendent, holding the number or hearings considered 
necessary and making desired changes, the school board 
proceeda to adopt the school budget. Adoption is generally 
made by roll call vote formally recorded in minutes or the 
board meeting. The budget document, in whole or in part, 
may also be printed as part of the recorded minutes. 
Notification of such adoption is given to those concerned: 
school personnel, public and civil and legal authorities. 
There is a trend toward adoption or the school 
budget by bodies other than local school boards. The growth 
of state control in such matters is a threat to home rule or 
schools. Final approval by mayors and city councils is 
another threat. It was the intent or our rounding fathers 
that school arfairs by removed from the realm of political 
control by requiring separate election or appointment of 
school boards. Perhaps the loss of local school autonomy 
has been caused by loss of public contact with school 
budgets. The presence of the completely democratic New 
England town meeting type of budget adoption in some areas 
has retarded creeping intervention by state 6r other 
governing bodies. Poorly selected school b~rds have been 
responsible in other instances for the loss of school board 
power to other bodies. 
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In worrying the budget items in public, the School 
Committee presents a travesty on school administration. 
Tardily started, the discussions veer in all directions, not 
infrequently simultaneously. They proceed interminably, 
without ~adership, without decorum and without attainment. 
Seldom can a careful observer at a budget meeting discover 
any evidence that the Committee members are there for any 
purpose other than to expend all of the funds provided by 
law without regard for either the educational program or 
the resultant cost to the taxpayer. In the crystal clear 
words of a Committee member, in discussing available funds, 
"We got the money to spend•"* 
*12, P• 118. 
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IV. MANAGEMENT OF THE BUDGET 
A. The Budget in Operation 
Budget management offers a challenge to the 
administrator charged with preparation o£ the budget. The 
board of education delegates responsibility for administration 
of the budget to this executive. A well organized budget 
means little if it is poorly administered. There are fewer 
legal restrictions to hinder management of the budget than 
are met in ita preparation. Management offers the executive 
an opportunity to prove his value to the school system by 
gaining the maximum educational benefits from the budget. 
The administration of the school system for the 
fiscal year is regulated by the budget for that period. 
Proper control dictates the fixing of responsibility and 
accountability for collecting receipts and expending 
appropriations. There must exist a care~l oversight of 
expenditures which is accomplished by a review of budget 
items again at the time or proposed expenditures. Prudence 
requires such a review, for conditions may have changed 
radically from the time of budget adoption to the time for 
actual expenditure. Unexpended budget balances may or may 
not be evidence of good management. Oftentimes, such 
be.lances could have been forecast at the time the budget 
was prepared. 
Sound management requires that budgetary figures 
be used to open the accounting recorda for the fiscal period. 
The· accounting system should be simple and easy to follow. 
such a system facilitates the training of personnel. The same 
classification and coding of accounts should be followed in 
transferring budget items to accounting records. Reports 
required can then be drawn directly from the accounts. 
Accounting serves to protect the administration, board and 
public in the expenditure of public funds. 
Entry of the budget into the accounting records 
serves other purposes, such as: 
1. Keeping the record complete over the years. 
2. Placing responsibility for authorizing 
expenditures. 
3. Separating control of expenditures from such 
authorization. 
4. Facilitating reference to specific accounts 
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for determination of expenditures, encumbrances 
and unencumbered appropriation balances 
whenever such information is required. 
5. Indicating whether the budget is being followed. 
6. Providing means of evaluating the budget. 
7. Simplifying preparation of periodic reports. 
e. Aiding audits. 
Budgetary control requires other standards besides 
those of the accounting system. Sound personnel policies must 
be established and followed. Salary schedules must be prepared 
to insure equitable pay scales and to assist budget officials 
in estimating salary requirements. Purchasing standards and 
specifications must be set and followed. Standards must also 
be set for use of supplies to the end that no pupil suffers 
from underwsupply or that no taxpayer suffers from an over-
supply of educational items rurnished the pupil. 
The budget has came to schools from the world of 
business. However, schools cannot so easily express the 
results of their financial operations in terms of "profit" 
or "loss." Schools have as their "raw materials" the 
enrolled student body. This material is put into process 
and changed by the educators and administrators working as 
a team. The finished product, the graduate, is most 
important to the future of America. The budget represents 
the only dependable means of fairly apportioning available 
funds to the necessary activities and objects of the school 
program. 
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B. The Control of Receipts 
Acceptance (by the board of education) of the 
responsibility for administering the business affairs of a 
local school system tacitly implies the recognition of a 
stewardship or commission of trust from the taxp~yers of 
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the given district. In execution of this commission it is 
necessary that an adequate, accurate and revealing accounting 
be made of all school moneys•* 
The accounting procedure set up to control the 
receipt of cash seeks to establish accountability in protecting 
the public funds. While proper accounting procedures cannot 
prevent theft, they can restrict opportunities and remove 
temptations. 
The sources of cash receipts are set forth in the 
revenue estimates of the budget. The physical method of 
receipt may be by mail or over the counter in the business 
office. Initial receipt in some cases may be accomplished 
in schools or departments, with transmission of same to the 
business office immediately or by prearranged schedule. 
All mail receipts of cash should be listed on a 
prenumbered remittance slip in triplicate by the employee 
designated to handle such mail. The remittance slip form 
should provide space for name of sender, time, date and 
amount of receipt. One copy of the form goes to the cashier 
together with the checks. The cashier then lists the checks 
on a deposit slip prepared in triplicate. One copy of the 
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deposit slip is retained by the bank, the other two, signed 
by the teller, are returned to the business office - one to 
the accounting department and one to the cashier. The 
second copy of the remittance slip goes to the accounting 
department for comparison with the deposit slip to ascertain 
that all checks have been deposited. The third copy of the 
remittance slip is filed by the employee preparing the form. 
In cases where cash is received over the counter, 
the cashier will prepare a prenumbered receipt from in 
triplicate. Such receipt for.m will indicate the name of 
person remitting, the date, the amount and the cashier's 
signature signifying receipt. One copy of this form is 
given the remittee, one is sent the accounting department 
and one is kept by the cashier. The accounting department 
will compare these receipt forms with deposit slips to 
ascertain that all cash receipts have been deposited. 
The basic theory behind the internal control of 
cash receipts is the separation of the actual handling of 
cash from the accounting records pertaining to such cash. 
Often the limited number of employees available will not 
permit such control. The cashier may be charged with 
recording receipts and making proper distribution under 
budgetary headings. The procedure outlined above does make 
possible a check on the cashier by the accounting department. 
A further check is available when the monthly bank statement 
is delivered to a third party who compares it with records on 
file in the accounting department or in the cashier's department. 
All cash transactions should be recorded promptly and all 
employees concerned in the process should be accountable 
at all times for the cash or records in their custody. 
While the definite plan of internal control will 
be determined by the organization available, the following 
controls should be enforced: 
1. Responsibility for handling cash should be 
fixed at all times. 
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2. The employee receiving cash, usually the cashier, 
should not disburse cash. such separation of 
duties is often impossible, as for example where 
the cashier disburses petty cash funds. However, 
in such cases, ample records of disbursements 
should be kept. 
). Monthly checks of cash records and reconcilliation 
of bank statements should be made by employees 
other than those who receive or record cash 
receipts. 
4• Remittance slip forms and receipt tor.ms should 
be prenumbered and all such forms should be 
strictly accounted for. 
5. Wherever possible, receipts should be deposited 
daily. Duplicate copies of deposit slips should 
be sent directly by the bank to the business office. 
6. All receipts of cash by mail should be recorded 
before being given to the ceshier. 
7. Employees dealing with cash and accounting 
records pertaining to cash should be covered 
by £idelity bonds. The premium on such bonds 
should be paid by the employing authority. 
8. Independent audits of cash should be made. 
9. All depositories should be investigated before 
deposits are made, and all deposits should be 
covered by bank security or insurance. 
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In cases where school £unds are received directly 
by the city or town treasurer, as is sometimes the case with 
federal and state aid, the school business o£fice should have 
noti£ication o£ such receipts in the for.m of copies of 
invoices submitted for such funds or remittance advice from 
the receiving authority. The submitting authority may also 
fUrnish advance notification of such cash distribution if 
so requested. 
Recording cash receipts to the proper accounts is 
necessary to provide a comparison of actual receipts with 
receipts as estimated in the budget. While it may not be 
necessary to report on receipts as often as expenditures, a 
monthly report of cash receipts will keep budget author1t1ea 
advised of the accuracy of their estimates and permit 
retrenchment and shaving of expenditures when receipts are 
running behind estimates. Where borrowing is permissable, 
loans may be used to take up the sl~ck caused by an 
unforeseen drop in receipts. Every effort should be made to 
collect income due the $Chool department. 
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c. The Control of Expenditures 
The description of the cash disbursements procedure 
should include the placement of responsibility and 
accountability, the internal checks and the program of 
internal auditing. The following controls should be 
established: 
1. The responsibility for handling cash 
disbursements should be separated from the 
responsibility for recording cash 
disbursements. 
2. The responsibility for receiving and 
disbursing cash should be separated. 
3. Monthly reconciliation of bank accounts 
should be accomplished by some one other than 
the employee charged with the responsibility 
for writing or signing checks. 
4. Each disbursement should be supported by a 
properly executed voucher of authorization. 
5. All disbursements, except minor petty cash 
disbursements, should be made by check. 
6. Employees disbursing funds should not be 
included in the channel of authority for 
::. ~pproving vouchers. 
7. Double signatures on checks provide more 
safety than single signature. 
8. Petty ~ash disbureemente should be carefUlly 
checked by a disinterested second party. 
9. Signed checks should be distributed promptly. 
10. Employees in the disbursement chain should be 
covered by fidelity bonds, the premium on such 
bonds to be paid by the school system. 
In school operations, expenditures are made for 
services rendered or to complete purchase transactions. 
Purchasing and receiving involve the following steps: 
1. Determination of what is needed. 
2. Requisition defining need. 
3. Preparation of specifications. 
4• Invitation of bids. 
5. Award of business, involving issuance of 
purchase orders or contracts. 
6. Receipt and inspection. 
7. Payment. 
8. Accounting entries of each transaction. 
Description of the purchasing procedure in manual form, 
available to all concerned, is an invaluable aid. 
Purchase orders should be prepared in sufficient 
copies to satisfy all concerned - the department initiating 
the request, the storeroom which is to receive the supplies 
or equipment, the accounting department, the purchase 
department and the vendor. Comparison of invoice, purchase 
order and receiving notice will enable the accounting 
department to prepare the voucher authorizing payment. 
Certain controls should be observed in the 
operation of a school supply program. Some of these are: 
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1. The standardization and simplification of 
school supply lists 
2. The justification of educational supply needs. 
3. The contlnuous study of supply items to effect 
improvement. 
4. The checking of supply levels in warehouses 
and school supply rooms and return of excesses 
to stock for redistribution. 
5. The timing of purchases to take advantage of 
best prices offered and to fulfill needs as 
they occur. 
6. The use of specifications in purchasing. 
1. The keeping of vendor lists and obtaining 
of competitive bids prior to purchase. 
a. The taking of cash discounts on purchases. 
9. The award of business to lowest responsible 
bidders in accordance with specifications, 
the purchase to be made not by price alone 
but upon consideration of quality and utility. 
10. The cooperation between educational committees 
formed to select items and the purchasing 
agent who is to purchase these items. 
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Centralization of payroll preparation in the 
business office offers advantages over the decentralization 
or pr eparation at the school or department level. Internal 
control is improved by the separation of certification of 
services performed from the preparation of payrolls. Under 
centralization, certifications are submitted on scheduled 
dates by the schools and departments to the business office. 
Here they are checked before becoming the basis for payroll 
preparation. 
Savings in time and clerical personnel can be 
effected in the schools by centralizing and mechanizing the 
preparation and auditing of payrolls for all school personneL 
It is estimated that the clerical time that could be saved by 
centralizing payroll preparation approximates 1 1 350 man-days 
a month or ~he equivalent of 71 full time school clerks, a 
clerical time value of more than $200,000.00 a year.* 
In 1951, New York City's school department payrolls 
were prepared both manually and by machine. I. B. M. 
equipment was used to process payrolls effecting some 91 000 
employees. These payrolls were processed with a high degree 
of speed and efficiency. However, the greater number of 
school department employees, approximately 36,000 in number, 
were paid on payrolls manually prepared in the individual 
schools. It was recommended at this time that all payroll 
preparation be centralized and mechanized. 
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Boston, too, has its payroll problems. Prior to 
1954, payrolls were centrally prepared in the Business 
Manager's office based on certifications of services submitted 
by schools and departments. Payrolls thus prepared were 
submitted to the Ci.ty Auditor's office for audit and 
processing on Remington Rand punched card accounting machines. 
Punched cards were used to prepare final payrolls, and, in 
cases where payment was by check, the check was machlne 
prepared. Punched cards were then discarded, the printed 
payroll remaining as the record of payment. School 
department payroll personnel, using Burroughs accounting 
machines, tabulated individual employee payroll data on 
cards from a copy of the printed flnal payroll. Much rushing 
and overtime in preparation of some 10,000 W-2 forms was the 
result each January. For the year 1954 it is proposed to 
salvage the once discarded punched cards for further 
processing and W-2 preparation by Remington Rand punched 
card machines at the local Remington Rand service bureau. 
Centralization and a suitable degree of mechanization 
wou.ld seem to be advisable for payroll processing in all school 
systems - large and small. 
-43 
D. Budget Transfers 
The primary concern of the administrator, with 
respect to budget control, is that he will spend no more than 
is appropriated or otherwise made available for expenditure 
in the operation of the school system during the fiscal year. 
The public, which foots the bill, also has such an interest. 
In order to accomplish this purpose, it is not necessary that 
the sum appropriated for each budget acco~t act as a bar to 
further expenditure against that particular account. The 
public and administrators are interested chiefly in total 
figures. Such a view fixes the budget as a ~1 exible .tool of 
management. 
Flexibility does not excuse poor management. The 
budget representa a plan and plans are made to follow. In 
the majority of cases, the plan can be followed. However, 
occasions do arise which could not be foreseen. It should be 
possible then to revise tr~ budget estimates to meet the 
changing situation. However, revision should not be so simple 
that the administrator can sit back and take things easy once 
the budget has been adopted. He must act as a weatherman, 
watching receipts and expenditures closely, so that he can 
better predict the effect of sudden changes and remain 
financially solvent. 
The practice of effecting budget transfers to meet 
emergencies is common but should not be abused. Emergencies 
should be true emergencies and not feigned to cover a lack of 
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thought in preparing the budget. Established policy may 
grant the administrator the power to make transfers within 
minor functions of the budget. Transfers between major 
functions then require board approval. This procedure may be 
modified to require board approval of transfers from salary 
accounts to supply accounts or vice versa. Such a .policy may 
give the administrator ample opportunity to cover minor 
differences without reference to the higher body. 
Emergency needs may be met by use of emergency funds 
or reserves which are set up in the budget, or by borrowing. 
Borrowing is to be preferred for meeting long term, rather 
than short term, budgetary demands. '!he danger in reserve 
accounts lies in the tendency to use this device to add 
"water" in forecasting emergencies which fail to materialize. 
Experience is perhaps the best guide for establishing a 
reserve as a percentage of the total budget. Unexpended 
balances can be appropriated to the next fiscal year, revert 
to a general fund, or be transferred to other accow1ts. 
It should be recognized that all the separate budget 
accotmts constituting the whole represent a series of estimates 
to be used in arriving at budget totals and for providing the 
means of exercising administrative control of budget operation. 
Construction of totals within the budget demands a knowledge of 
component parts and their estimated costs. This is the 
supplementary data so necessary in assembling the whole 
budget under a few major accounts controls or fUnctions. 
The major functions, not the supplementary data, should be 
considered the official data. The administrator ehould 
exercise control over variations in eupplementary accounts. 
The board should reserve for itself control over budget 
transfers among the fundamental or basic accounts. 
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E. Auditing 
Auditing is the systematic and scientiric examination 
and verirication or the accounting records, vouchers, and other 
financial and legal records and documents of a private or public 
business organization, performed for the purposes (1) of 
ascertaining the accuracy and integrity of the accounting, 
(2) of fairly presenting the rinancial condition at a given 
date and the results of operation for a period ending on that 
date, both on the basis of consistency and conformity with 
accepted accounting principles, and (3) of rendering an 
expert and impartial opinion on the statements submitted.* 
Audits are of these two types: internal or 
administrative, and external or independent. Personnel 
regularly employed by the school department perform the 
aQministrative audit. Their view is not that of the impartial 
outsider. Independent audits are accomplished by personnel 
not employed by the school department, whether employed by 
other governmental agencies or firms of Certiried Public 
Accountants. Both audits should be in existence. 
Administrative auditing seeks to establish the 
legality and propriety of all expenditures. Such responsibility 
in school operations rests with the top business official. 
Audit of invoices representing payment for services, supplies 
or equipment purchased is accomplished by assembly and comparison 
of the invoice with copies of original documents such as the 
-47-
requisitions; purchase orders or contracts, and receipts 
evidencing delivery. After such comparison is made and the 
liability established, it muat be ascertained that sufficient 
funds are available in the proper budgetary accounts to 
satisfy suCh obligation. Payroll auditing seeks to verify 
that certification of services performed, academic and non-
Rcademic, are proper, that payroll expenditures are accurately 
computed and pa~ent made on time to the proper individuale. 
Rates of pay are set forth in salary echedules and such 
schedules must be adhered to in strict compliance with 
governing rules and regulations. 
The independent audit of school accounting may be 
performed under state law by auditors of the state department 
of education. In cases where no such audit is provided for, 
the school board may hire independent Certified Public 
Accountants to perform the independent audit of financial 
operations. As with other purchases of services, it is well 
to remember that one receives only what he pays for. In 1944, 
the sum of $1,500.00 paid for an independent audit of Boston's 
school department accounts was considered most inadequate, 
and a sum of double that amount was recommended as a proper 
fee. 
Independent audits serve as a control device against 
poor methods, inadequate internal checking and as a protection 
for the public in the expenditure of their moneys. Independent 
auditors should be selected by the school board in the same 
manner that an indivual member would select a surgeon if 
he were about to undergo a major operation. An investigation 
or the auditor's capabilitie~ and record of accomplishment 
should be made by the board prior to selecting an auditor to 
perform the school department audit~ 
The specifications for the audit of the accounts 
of the Business Manager of the Boston public schools state 
in general outline that the auditors shall "make e. thorough 
examination of the accounts. payrolls and vouchers of the 
Business Manager in order to report to the School Committee 
regarding all accounting procedures in effect in the office 
of the Business Manager. Investigate and establish that the 
Business Manager has properly charged all disbursements under 
the correct appropriations, establish by verification that 
the vouchers on file have been properly approved and recorded 
and determine that the interests of the city are being 
adequately safe-guarded by the system and methods in 
operation in the office of the Business Manager." 
The audit specifications should require that the 
independent auditor make suggestions and recommendations 
for improving accounting procedures and methods. It is 
presumed that the auditor. because of his wide experience in 
the field, can contribute much to the maintenance of an up-to-
date accounting system in the management of school affairs. 
Where outside audits are carried on by state officials, and 
accounting systems are devised by them, it is expected that 
they too will progressive in their accounting viewpoint. 
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F. Reporte 
The administrator is expected to submit periodically 
an accounting of his stewardship of the budget. Reports 
serve to provide the information needed by school boards and 
the public to appraise management. Reports are also required 
by state and federal governmental agencies for statistical 
purposes. The type and frequency of reports are usually set 
forth in the rules and regulations of the school governing 
body. 
Accounting records properly maintained and kept 
current will show at a glance the appropriations, expenditures, 
encumbrances and unencumbered balances. such data are readily 
transferred into statements to advise officials of current 
budgetary standing. Information of this sort should be 
furnished at least monthly and in some instances weekly or 
daily. 
An analysis of receipts should be prepared monthly 
in statement form. This presentation will show the 
relationship between actual receipts and budgeted income. 
Receipts should be analyzed by sources and by months for 
several years to show whether they are running ahead or behind 
the normal schedule. 
The annual audit is a statement of the financial 
condition of the schools. It has particualr value when 
capital assets are included. The audit should also support 
the legality of financial transactions. 
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The purpose to be served by the report and the 
audience to which addressed determine its form. The 
administration needs more detail than the general public. 
Interpretation of the budget does not begin and end in any 
phase of budgeting - administration and public must receive 
periodical information of budget progress. such information 
of budget progress is elaborated upon in discussions and 
conferences. 
Cost reports are generally designed for use within 
systems. Each system has its own idiosyncrasies whiCh make 
internal comparisons possible, but which may hinder 
comparisons between systems. The main purpose o.f cost 
reports is to indicate the efficiency or lack of efficiency 
in the operation of the a·ystem. In comparing costs between 
systems, it is well to remember that comparisons must be 
made with comparable systems• In comparing per pupil costs 
of cities and towns in the United States, the u. s. Office 
of Education divides reporting cities and towns into 
population groups for purposes of presentation and compariso~ 
One of the ways of improwing school records and 
reports is to consider "cost accounting," "budgeting" and 
"reporting" as three aspects Q£ the same general function. 
The three shou-ld use an identical nomenclature and system 
of accounting. They should cover the eame time span. In 
detail they should be so arranged as to tell the financial 
story clearly and helpfully to the board, the executives 
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and the communitY•* This statement seems basic, but there 
is often too wide an area between such accepted theory and 
actual practice. The theory dictated here should be practiced 
if worthwhile reports are to be produced. 
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V. SUMMARY 
A. Apprai~ing Budget Management 
The independent audit is one means of budget 
appraisal. Other methods are analysis of the budget document 
itself and the manner of preparing, presenting, adopting and 
managing the budget • 
Check lists have been devised for evaluation of the 
budget content, and for setting standards for content of good 
budgets. Such a check list can be prepared by the_ administrator 
himself after examining his own budget and mea~uring it with 
others of comparable systems. A comparison of this nature will 
suggest improvements of content to the administrator. 
Criteria have been developed for evaluating the 
budgetary procedures of preparation, presentation, adoption 
and management. Here again the administrator can learn much 
from establishing his own criteria after studying procedures 
in operation in comparable systems. such criteria as 
attaining completeness and balance, fixing responsibility and 
accountability, publi.city, flexibility and efficient 
management suggest themselves at once. The administrator can 
investigate such points further and outline for himself the 
manner in which improvement can be made in applying them to 
his own budget. 
Comparison figures ever a period of time, expecially 
when represented by proper graphs or charts, indicate trends 
and show to some extent where the schools have come from, where 
they are, and where they are going, that is, if they continue 
in the same direction. When properly used an.d explained by 
a person who knows what they mean, such apprai~als can be of 
real use in the formulation of policy. Every school system · 
should have some such appraisals O·f fihancial management for 
receipts by source, expenditures by purpose, expenditures for 
individual items such as coal, insurance, etc., expecially 
related to units of service•* 
standards for distribution of expenditures can be 
set by analyzing the system's percentage of expenditure for 
the major accounting functions for a period of years. lbe 
administrator can compare such averages with his current 
budget breakdown. He can also compare his percentage 
division of normal expenditures with those of other 
comparable systems by referring to statistical presentations 
of the United States Department of Education. State 
departments of education publish similar data concerning 
systems within the state. 
The fundamental weakness in the board's budgeting 
is not in the process itself but in the lack of an organized 
management approach ••• An organized management approach 
means continuous review and appraisal of all policies, 
operating systems and procedures. It means organization and 
methods analysis. It means work load studies and the fixing 
of work standards. It means critical review of the 
assumptions w1derlying budget estimates. It means objective 
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review and apprai~al of staff requirements, or increased 
work load forecasts, of performance standards, etc•* 
Sound budgeting requires a continuous survey by 
the administrative staff. It is not enough to repeat last 
year's procedure in budget preparation and administration. 
If better procedures e.re being practiced in the field of 
public school administration, then they should be adapted 
for use by the administrative staff. School children are 
entitled not only to the best in educational administration 
but also to the best in business administration. 
To be considered successful, the administrator 
must have made the tiudget function throughout the school 
year as a useful tool of management. The achievement of 
educational goals must have been made possible by proper 
management of budget appropriations. Supplies must have 
been on hand in the quantity needed and when needed. 
All employees must have been paid on time. All activities 
contemplated by the budget must have been supported and 
management must have been sufficiently flexible to meet 
changing conditions. Administrative records must have 
been complete and accurate, and statements and reports 
of financial condition must have been current, accurate 
and understandable. There must have been a continuous 
program of improvement of procedures and systems. Proper 
budget management is the core of successful operation 
the system's schools. 
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B. Looking Ahead 
One of the major factors in presenting accurate 
statistical data on a national basis ts the uniformity with 
which all recording units use standard terms, derinitions 
and procedures. Since 1909, the Office of Education (u.s.) 
in cooperation with other national and state org~nizations 
has rorwarded the cause of uniform recording and reporting 
through the means of national committees, publications and 
conferences.* 
The Association of School Business Officials of 
the United States and Canada has worked hand-in-hand with 
the u. s. Office of Education to bring about accounting 
improvements for public s chools. The u. s. Office is now 
printing the first in a series of handbooks developed in 
cooperation with the Association. The first handbook will 
define the many terms involved in school accounting and 
establish a classification of terminology to be univer~ally 
e.pplied. The second handbook will be a new manual on 
accounting practices. 
Edgar Morphet, professor of education, University 
of California, Berkeley, is presently carrying on a study of 
differences in school accounting among states - a study 
supported by the Association. Dr. Morphet has found more 
uniformity in theory than in practice among the states. 
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He has recommended that more conferences be held among 
business officials to establish agreement on terminology and 
*14, P• VI. 
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procedures. The California professor has urged that business 
officials prepare reports which are self-explanatory when 
read by the layman. Explanation or interpretation is 
necessary with reports as now prepared. 
Schuyler c. Joyner, Deputy Business Manager, Loa 
Angeles, California Schools, newly elected president of the 
Association has offered the following "musts" for t..."'le 
Association:* 
1. Build the authoritative professional library 
for achool business management. (Later we 
hope we may h ave analysts available to 
research any subject for our members). 
2. Encourage and sponsor courses in school 
business management at state and local 
universities. This will largely depend 
upon each state association, and it is 
hoped that most of the courses to be 
offered can be organized and taught by 
our members. 
3. Organize, sponsor and develop an extensive 
research program reaching into all phases 
of school business management. 
The "Nation's Schools," the magazine of better 
school administration, has furnished the Association with 
a grant of $1,000.00 to encourage and finance research by 
the Association in the fie~ of school business management. 
-~11, P• 1. 
State associations, organized by members of the 
international body, have carried on their own research into 
all pahses of school business management, including the 
school budget. The purpose of such research is to improve 
present procedures. California, Illinois, New York, New 
Jersey and Pennsylvania groups have been the ~aders among 
the state organizations. Massachusetts, a leader in other 
phases of education, lags far behind the other states in 
organization for improving school business management. 
Massachusetts membership in the Association is among the 
smallest of all the states. Much has been accomplished 
and much remains to be accomplished by the device of 
collective thought. 
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APPENDIX A 
LOS ANGELES CITY BOARD OF EDUCATION 
COMI>1UHICATION TO THE CQrOOTTEE OF THE 1ffiOLE 
From The 
Budget Division 
No. 1 
December 4, 1952 
SUBJECT: BUDGET CALENDAR FOR 1953=195!!: 
As a basis for providing a work schedule for the preparation 
of the Budget for 1953-1954 and to comply with the provisions of the 
State Education Code governing school district budgets, the following 
calendar is -recommended: 
On or before January 7 
February 16 
April 6 
!pril 6-10 {week of) 
April 13 and 14 
May 28* 
Budget request blanks to be sent to 
division heads. 
Itemized budget requests to be returned 
by division heads to the budget division. 
Preliminary statement of total budget 
requests based upon 1952-1953 salary 
schedules as prepared by the budget 
division to be presented to the 
superintendent. 
The superintendent to consider the 
preliminary ~tatement of requests, hold 
meetings to study budget matters and 
requests with the view of formulating 
the tentative budget, and then to 
indicate to the associate superintendents 
in charge of the budget the policies upon 
which to complete said budget. 
Division heads to be notified by the 
superintendent and the budget division 
of the tentative disposition of their 
budget requests. 
Tentative budget with supporting data to 
be presented to the board of education at 
a special meeting. 
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May 28, 29 and June 1 
June 8* 
June 9 and 10 
June 25 
June 26-30 
.July 15 
July (last week) 
:BUDGET CAIEND.AR FOR 195.3-1954 
Meetings of the budget and finance 
committee in the committee of the whole 
for consideration of the tentative budget. 
Special meeting of the board of education 
for a hearing on budget requests and 
matters and the tentative budget by 
employee and employee organizations. 
Special meeting of ~he board of education 
for a hearing on budget requests and 
matters and the tentative budget b,y 
persons and organizations other than 
employees. 
Meetings of the budget and finance 
committee in the committee of the whole 
to determine possible changes or revisions 
in the tentative budget to be incorporated 
in the revised tentative budget. 
Revised tentative budget, reflecting all 
changes and revisions in the tentative 
budget as authorized by the board of 
education, to be presented to and adopted 
by the board at regular meeting. This is 
actually the tentative budget required by 
Education Code Section 630l(A). 
Budget to be assembled by the budget 
division on county forms and filed with 
the County Superintendent of Schools. 
Education Code Sections 6301 to 6303, 
inclusive. 
County superintendent to examine budget, 
indicate desirable or necessary changes, 
and return the budget to the board of 
education. Education Code Section 6304. 
Board to make such changes as it may deem 
desirable or necessary and return the 
budc:,cret as the publication budget to the 
County Superintendent not later than 
July 20. Education Code Section 6305. 
County Superintendent to publish the 
budget or a summary thereof. Education 
Code 6334. 
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August 3* 
.August 6 
.A.ugust 1.5 
On or before 
September 1 
Presented by: 
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BUDGET CALENDAR FOR 1953-1954: 
Board of Education to hold a public hearing 
in the auditorium of the Los Angeles city 
board of education administrative offices, 
4.50 North Grand Avenue, 7:00 p.m., on the 
budget as published. Education Code 
Section 6334 • 
Regular meetings of the board of education 
for consideration of the final adopted 
budget. Eoa.rd to re-submit budget as 
finally adopted subsequent to the public 
hearing to the county superintendent not 
later than August 10. Education Code 
Section 6306{A). 
County superintendent to approve the budget 
as officially adopted and file copies with 
the board of supervisors, the county auditor, 
and the superintendent of public 
instruction. Education Code Section 6306(E). 
County superintendent to determine the 
amount of district tax required. Education 
Code Sections 63.51 and 63.52. 
County board of supervisors to set district 
tax rate at same time as other tax rates. 
Education Code Sections 63.53 to 63.56. 
Government Code Section 29120 specifies 
that the time shall be on or before 
September 1. 
* It is to be noted that the adoption of this budget 
calendar constitures authorization for special 
meetings of the board of education on these dates 
at 7:00 p.m. 
Respectfully submitted, 
.A.LEX.ANDER J. STODDARD 
Superintendent 
HARRY M. HOWEiiL/ s I 
Harry M. Rowell 
Associate Superintendent 
ill£ 
May 7 
May 14 
May 16 
May 21 
May 29 
June 5 
June 13 
June 19 
June 20 
June 30 
July 1 
July 10 
July 17 
July 25 
APPENDIX B 
DEPARTMENT OF EDUCATION 
Baltimore, Ma.ryland 
BUDGET SCHEDULE -- 1953 BUDGET 
All requests for supplies and equipment to be completed 
by division heads. 
All requests for personnel to be completed by division 
heads. 
All new salary tabulations completed. 
Tabulations and recommendations for all items to be 
considered by board of superintendents. 
Preliminary summary ready for school board. 
Consideration by school board. 
All transfers, retirements cut-offs for September 1 to 
be completed. 
Final action by school board. 
All new assignments for September 1 completed. 
Begin letter of transmittal. 
Final closing of entries. 
Begin typing. 
Letter of transmittal sent board. 
Approval of letter by board. 
Complete typing, submit to budget director. 
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:APPENDIX C 
~ A:Q:QrO:Qriation ~ ~ 
F-6 GENERAL RECURRING APPROPRIATIONS 
1953-4 1302-842-000 
Apprn. Title: ELEMENTARY :BOOKS 
(SUpplementary & Library) 1952-3 1202-842-000 7 37 
Assigned to: Harold Spears 
This form is to be used to request 1953-4 allowances on those general recurring items not 
covered by a special budget request form. Data supporting your 1953-4 request should be 
typed on the lower portion or back of this sheet, giving each item a reference number. 
Requested by 
Title 
Reference 
No. 
. . . . . . . . . . . . . . . . . . . . . . . . . . 
Description 
Approved by 
Date 
................... 
Asst. SUpt. 
Approved by 
Associate 
. ..... 
Date 
1953-'.j. 
:Budget 
Request Supt. SUpt. 
(Memo: 1952-3 Budget) 
( $67,500.00 ) TOTALS $ -----
SUBMIT TBIS FORM IN DUPLICATE AS IT MAY BE :BUDGE!l!l!ID IN TWO ACCOUNTS 
Budget Request form used by San Francisco, California, Unified School District. 
li£· 
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APPENDIX D 
FINAL BUDGET 
1952-53 
Alphabetical Index of Accounts 
Page Number 
Classified Acct. Detail of Acct. 
Curriculum Division 
Academic Education ~ranch 26 99 
Art Education :Branch 26 100 
Audio-Visual Aids Section 26 103-104 
Central Office 21 63 
Library and Textbook Section 26 105 
Music Education Branch 26 101 
Vocational and Practical Arts Branch 26 102 
Excerpt from Page 3, Final Budget for the School Year 1952-1953, Los 
Angeles City School Districts, illustrating method of cross-indexing 
of summary and detail accounts. 
APPENDIX E 
PU.BLIC SCHOOLS KANSAS CITY MISOOURI 
Library Building 
Ninth and Locust Streets 
Harold E. Moore, SUperintendent 
Letter of Transmittal 
Honorable Board of Directors 
The School District 
Kansas City, ldssouri 
Ladies and Gentlemen:: 
It is my duty as SUperintendent of the Kansas City, Missouri 
Public Schools to submit to you a budget proposal for the ensuing 
budget year, July 1, 1949, through June JO, 19,50. This proposal is a 
financial plan for the District, which has been prepared after a most 
careful consideration of the educational needs of this School District 
and of the financial re~uirements to meet those needs. The welfare of 
the public attending the Kansas City, Missouri Public Schools and the 
l'lelfare of our entire community is affected by what I am proposing for 
your consideration. 
Herewith is transmitted to you Estimated Operating Budget 
for the Fiscal Year 1949-1950. Again the major responsibility for the 
detailed preparation of the budget has been carried by the Associate 
Superintement. Each Assistant Superintendent has studied carefully 
the needs of his division. The Comptroller has fUrnished data on past 
expenditures and receipts and has assisted in arriving at estimated 
needs. Directors, supervisors, principals, teachers and other: 
personnel have had a part in the determination of needs. It has been 
a cooperative undertaking. 
The estimated expenditures budget :for 1948-1949 totaled 
]LllA508,5Z5· The estimated expenditures in this budget amount to 
jl2J~ 1 000. This represents an increase in the expenditures 
authorized in the 1948-1949 budget of $835J4~. In the main, this 
increase reflects the additional expenditures made necessary by the 
payment of regularly scheduled annual increments and by the 
adjustment of the professional personnel to the schedules adopted in 
April, 1948. 
Excerpt from Letter of Transmittal, Board of Education, Kansas City, 
Missouri Public Schools, Estimated Operating Budget, Fiscal Year 
1949-1950, illustrating importance of educational needs and the 
cooperation of all concerned in budget preparation. The last 
paragraph above attempts to justify in brief the increase of the 
current year's budget over the previous year • s budget. 
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APPENDIX F 
STATE1~ ON THE CONSTRUCTION OF THE 
BUDGET 
The total budget for 1953-1954 is $7,399,101.47 as compared 
\'lith the 1952-1953 budget total of $7,265,993.45. This is an increase 
of $133,108.02 or 1.8%. This increase can be analysed as follows: 
Salaries and Wages Increase Decrease 
Day School Salaries $61,430.36 
Administrative Salaries 6,395.03 
Janitorial Salaries 14,245.75 
Building Maintenance Salaries . l_l41 2z6.64 
Total Salaries and Wages $14,276.64 $82,071.14 
Non-Salary Items 185,594.52 
Undistributed Balance 15.308.00 
$215,179.16 $82,071.14 
82,0Zl.14 
Net Increase $1;33,108.02 
Excerpt from Page 1, Budget, Providence Public Schools 1953-1954, 
illustrating method of explaining increase in current budget over 
previous budget. 
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.APPENDIX G 
EXPLANATION 
Page.!! 
Industrial Arts 
~ 
15 Supervision - New Position Sp.}>!3rvisor 11A11 Not recommended $?,66?. 
The Coordinator of Industrial Arts has requested the appointment of 
a supervisor to assist him in the administration of the instructional 
program of the Industrial Arts Department. He states that there are 
102 regular industrial arts teachers, one-third of whom are either 
probationary or substitute teachers. He feels that assistance is 
needed to properly supervise these teachers and carry on a continuous 
program of curriculum development and in-service training. In 
COIIIJ?aring the number of teachers in the special subject fields, the 
ratio between supervisory staff and number of teachers is much lower 
than in the general supervisory staff. For instance, under Industrial 
Arts, the ratio is 1 to 102. In the general secondary field, 
exclusive of the assistant superintendent, the ratio is 1 to 595 
teachers, and in the elementary field 1 to 503. In view of the above, 
the Superintendent does not recommend an increase in the supervisory 
staff in the special field of Industrial Arts. He is not recommending 
the expansion of the central office staff at this time, or until he 
has had sufficient time to make a more extensive study. 
Excerpt from Page 11, Explanation, San Francisco Unified School District 
Proposed :Bu.d.get 1953-19..54. February 1953, illustrating explanation or 
justification for budget items which appear on facing page of budget 
document. 
APPENDIX H 
C. OPERATION 
Day-to-Dal Runnimt Expenses Reguired to Keep :Bu.ildipgs in Use 
The 1953 Salaries' request under Operation is itemized as follows: 
1. Salaries" $.J26 1654 1oo 
Requested Granted Difference 
195.:2 1,222 l95JL12~2 
a. Custodians• Salaries $251,882.00 $243,689.00 1- $8,193.00 
b. Pensions 11,844.00 9,971.00 1- 1,873.00 
c. :t.Te\i Positions 11,4oo.oo 4,2oo.oo 
.f. 7,200.00 
d. OVertime 33,017.00 25,684.00 
.f. 7.333.00 
e. Cost-of-Living Adj. 18.,511.00 18 1 z6o.oo 242.00 
TOTAL $326,654.00 $302,304.00 
.f. $24,350.00 
a. Custodians• Salaries ~1_,882.00 
This account covers the salaries of 71 custodians, engineers, firemen, 
and 11 matrons. The account reflects an increase of $8,193.00 as a 
result of the following: 
1. Salary increments awarded in September 1952, which are 
now budgeted for a fUll year. 
2. Two custodians budgeted last year under New Positions 
no'lr appear in this account. 
3. Step-rate increments effective September, 1953. 
4. Raising the minimum salary of the Class A (sweeping) 
custodian from $24oo.oo to $2700.00, effective 
January 1, 1953. 
Newton Public Schools, 1953 .Budget, p~e 21 
Excerpt from Newton Public School Budget, illustrating method of 
justifying difference of Item la. Custodians 1 Salaries. 
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APPENDIX I 
.A.NALYSI S OF CURRENT INCOME AND OTHER CREDITS FOR GENERAL SCHOOL RJRPOSES 
1953 
Source 
United States 
1. Vocational Aid 
Commonwealth of Massachusetts 
1. Vocational Aid $802,84o.93 
2. Horace ~nn School 115,000.00 
3. Tuition of State Wards 34,ooo.oo 
4. Conservation of Eyesight Classes 13,000,00 
5. Promotion of Americanization Classes 16,000.00 
Local Revenue {not taxes) 
Tuition Fees 
1. Special Program for Adults 
2. Apprenticeship and Journeyman 
Classes 
3. Part-Time Trade Prep Classes 
Non-Resident Tuition Fees 
4. Elem, Jr High, Latin and High 
5. Special Education 
6. Evening and Summer Schools 
1,800.00 
5,500.00 
800.00 
90,000.00 
20,000.00 
3,000.00 
Amount 
$75,000.00 
980,84o.93 
121,100.00 
Excerpt from page 6, The Budget for 1953, The School Committee of the 
City of Boston, illustrating method of listing revenue items by source 
from which revenues are derived. 
·30 
.49 
Activity 
100 
200 
300 
400 
1000 
1100 
1200 
1300 
1400 
1500 
1600 
1700 
1800 
1999 
APPENDIX J 
PROK>SED BUOOE.'T FOR CALENDAR YEAR 1954 OF THE BOARD OF EDUCATION, CINCINNATI, OHIO 
Account Title 
Administratton 
General Administration 
Educational Admini.stra tion 
Business Administration 
Total Administration 
Instruct. ion 
General Expenses of Instruction 
Elementar,y Schools Regular Day 
Junior High Schools Regular Day 
S~nior High Schools Regular Day 
Vocational High Schools Reg Day 
Handicapped Classes 
Evening and Adult Education 
Summer Schools 
Total Instruction 
Next Yf!lar 
Proposed 
Budget 
238,285. 
83,460. 
Prior Year 
Adjusted 
Budget Chgs 
211,930. 
57,814. 
Present Year 
Appropriations 
including Trsfs 
228,594. 
62,552. 
Present Year 
Budget Chgs 
lst 4 Mos 
75,937. 
21,567. 
146.800.. 127. 553._- 139.628.__ 42.83Q. 
468._545. 397.298. 430.824. __ 140.336. 
460,460. 401,408. 443,693. 166,554. 
7,462,730. 6,435,571. 7,094,130. 2,739,054. 
2 ,522, 920~ 1,374,036. 1,547,325. 570,879. 
1,308,250. 1,850,979. 1,944,040. 746,815. 
686,350. 704,180. 758,300. 284,022. 
759,390. 679,408. 758,160. 278,528. 
183,330. 142,476. 175,240. 74,510. 
95.290. 87 .. 792,_______ 95.900. 
13.479.400. 11,675.854. 12. 816.788. 4,860.366. 
Excerpt from page 1, Statistical Tabulation for use in preparatton of 1954 Budget, Board of Education, Ctncinnati, Ohio. 
Statistical presentation making use of I.B.M. punched card accounting machines. 
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APPENDIX K 
THE SCHOOL COMMITTEE OF THE CITY OF BOSTON 
Office of the Business Manager 
School Committee Boston, Mass, 
December 31, 1953 
To the School Commit tee o.f the City of Boston 
I submit the following statement showing the appropriations, the expenditures and balances for general 
school purposes and special items for the fiscal year 1953, the expenditures for the fiscal year 1952 and the 
increases and decreases in the several items. 
Appropriations Expenditures Expenditures Expenditures Balances 
1253 1952 Current Month Fj.rst 12 Mos Unexgended 
ADMINISTRATION SALARIES 982,800.50 959,045.53 86,528,70 942,797.36 40,003.14 
ADMINISTRATION SUPPLIES & I NC 158,832,40 136,253.17 19,318.21 111,435.45 47,396.95 
General Administration Salaries 84,918.27 71,244.85 8,378.18 82,785.98 2,132.29 
General Administration Supplies & Inc 61,825.56 45,943.62 5,539.43 41,929.73 19,895.83 
Business Administration Salaries 272,201~. 70 278,798.97 26,506.12 262,224.57 9.980.13 
Business Administration Supplies & Inc 31,379.42 29,077.03 7,339.01 24,727.81 6,651.61 
:&lucationa.l Administration Salaries 625,677.53 609,001,71 51,644.40 597,786.81 27,890.72 
Educational Administration Supplies & Inc 65,627.42 61,232.52 6,439.77 44,7?7.91 20,849.51 
Excerpt from Monthly Financial Statement subnitted by Business Manager to members of the school board arrl other 
ihterested officials and organizations, Boston, Mass. 
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